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EXECUTIVE UPDATE

PHASE III - ADJUST k"fD FOLLOW UP

Date: August 15, 1997

To: Krista Tillman, Operations Vice President
BellSouth, Interconnection Services

From: James LaRue, Chief of Operations
DeWolff. Boberg and Associates

Project #: 9706

Project: LCSe (Local Carrier Service Center)

• This project involves the LCSCs located in Binningham, AL and Atlanta, GA. along
with the service s~pport groups located at the BellSouth Center Atlanta.

• The project was authorized for a 22·week period - to start March 17, 1997 and to
finish August 15. 1997. This is the status report for the end of Phase III of the
project.

• The purpose of this project is to accelerate Operational Readiness. Four key
deliverables of this project include:

Detailed process flows that are validated, tested and measured.
Improved Training process that delivers qualified candidates.
Define Key Performance Indicators.
Enhance and install Management Operating System to
effectively manage the Key Performance Indicators.

• The major benefits of this effort are:

Improved operational efficiency.
Enhanced service & quality to CLECs.
Assured Operational Readiness to meet end-of-year CLEes
forecasts.
Significant ongoing expense reduction.

P:llle 1 of 9



I. PROJECT PHASES

A. Quick Results· Weeks 1 through 7 - Phase I of the project focused on gaining
control of the work and establishing the correct management behaviors /
disciplines.

B. ~tain Installation· Weeks 8 through 15 - Phase II of the project focused on
testing the capability of the group, and tightening the management
routines/systems for controlling performance. Increasing capability towards
theoretical capacity is inclusive of working at the right quality and providing
competitive service at the appropriate cost. Theoretical capacity has been set using
managers actual observations calculated to 3.98 LSRs per employee hour (30 per
day/employee). Note; the theoretical capacily is based on the current volwne mix
and level of automation. "The Hopper" is a process that validates the center's
capability by having a ready backlog of test orders to supplement the orders
received. The concept of introducing test orders was developed and successfully
installc:d and is currently being used to ensure operational capabilities are ahead
of the customer requirements.

C. Adjust and Follow Up • Weeks 16 through 1.2 • Phase 1II of the project focus
\vas to set new targets (raise the bar), incorporate new products, perpetuate
performance, and make adjustments as required. Also, to continue to make
progress in alleviating fundamental barriers fhat are not in BellSouth·s controL
The fundamental barriers are the lack of predictability of work volume input, md
the lal:k of completeness (quality) in the orders received from CLECs. Therefore.
the continued use of The Hopper will be needed until better forecast from the
(LEes is available. Also, a process was developed to provide feedback to the
(LEes about their level ofincomplete/incom~ct orders. LSRs with incomplete
or erroneous information make it necessary to request for clarification thus
increasing the processing time and amount of rework..
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U. PROJECT UPDATE

We completed the 22nd week of the project on August 15th. Phase III is now
complete. All but one of the scheduled items are completed (48 Key items). The
remaining 1 activity in Phase mis in progresS' and expected to be completed
within the next two weeks. For more detail, look at project phases in this write
up and in the attached "Swnmary of Findings and Approach."

There are three areas of concentration:

1. Operations Organization - Along with Bill Bolt, Tom Moran, and Bill
Thrasher we are developing the LCSC's management to increase the control of
the work by having the managers internalize an employee follow-up routine. This
will enable the managers to shift work where required, identify operating
opportunities, maintain volumes, production numbers, backlog status, current
employee skills, quality and service levels, and department capability.

2. Support Organization - Along with Eddie English and Diane Cheng we
are developing the support organizations to continue to increase synergy \\ith
operations by aligning the organizations under singular measurable goals.

3. Training and Development - We are developing a new training
organiz:ation that is responsible for the employee's continuous development
process. There are shared responsibilities between the support and operating
organizations for the managerrlent of the process. However, key employees
responsible for continuous development will report directly to the heads of
LeSe's operations and support. This enhancement in training is geared to
funher accelerate the preparation and delivery of training material,
developing/installing/testing material covered in training, updating the content of
the presentation as enhancements to products are made, and dramatically
shortening the totalleaming cycle for all employees.

Page 3 of9



n. Operations Organization - Write up of key details:

A. Improved Control of the Work

Phase I, (Quick Results)
• Process Flows were developed to define the proper methods to process work

and Backlog Controls were installed to understand and control work volume
levels.

Phase II, (Main Installation)
• Process flows were validated and tested to ensure quality and accurate

processing. In addition, work instructions were prepared which provide step
by step instructions for order processing.

• Backlog Controls were enhanced to measure Service, Quality and Cost. Cost
factor is measured as LSRs / Hour. Quality is measured by two methods:
Percent First Time Quality and Service Orders pending on the Questionable
Activity Report. Service indicators are measured by the gross cycle time of an
LSR and the speed in which Service representatives answer the phone. A .
Director's Report has been installed that sununarizes the key operating indices
which are reviewed daily by the Center Directors.

• The Order Tracking System has been enhanced to provide greater definition to
the types of LSRs being processed and the reasons that LSRs are going to
claritication. The Order Tracking System is also providing data on processing
duration and clarification duration.

Phase III, (Adjustand Follow up)
• .-\ Procedures Manual was prepared documenting the system procedures

utilized in LCSC. This manual defines the responsibilities and procedures for
each step in the management of backlogs, quality, service and productivity.
Copies of this manual will be provided to each director and the master will be
given to the A.V.P.

• Another manual was prepared which contains the processing work instructions
and process flows. This manual was given to the Training Coordinator.
Carolyn Davis. A copy will be prepared for the LCSC Performance Manager.
Judy Norris. Judy has been trained in the development of process flows and
will be responsible for the maintenance of this manual.

• A CLEe evaluation was developed that tracks the percentage of clarifications.
cancellations and duplications received from each CLEC. This data is pulled
weekly from the LON order tracking system and presented to the Customer
Support Managers. They will be responsible for working with the CLEC to
correct these issues.

• Compliance Audits were created to follow up on the compliance to and
utilization of LCSC management disciplines.

Page ~ of9



B. Management Behavior / Disciplines

Phase I, (Quick Results)
• Management Roles and Responsibilities v:ere defined and work area layouts

were designed.

Phase II, (Main Installation)
• The percent of time that the Managers spend with the team members increased

from 12%, as measured during the Analysis; to 30% at the end of Phase I, to
about 65%. This increased supervision improved first time quality and service
demonstrated by a reduction in escalations by as much as If: at the AVP level.

• A Continuous Development Process was developed to highlight and address
employee training and/or skill deficiencies.

• New noor layouts were lmplemented into the 14th floor, in Birmingham. tn
Atlanta, a new work area layout was implemented for some employees, the
remainder are awaiting a decision about a possible relocation of the operation.

Phase III, (Adjust and Follow up)
• The managers continue to utilize about 65% of their time supervising their

people. This is an appropriate percentage of supervision.
• A work simulation of basic single line resale, (disconnect, new connect,

switch "AS IS", and switch with changes) was administered to all LCSC
personnel. The Hopper was utilized to p.:rform this work simulation. Service
representatives that performed below the expectation of error free processing
received additional training and/or coaching.

• A Continuous Development Process was developed utilizing the Hopper as a
work simulator. The work simulation en3bles management to evaluate (\\"o
aspects of the service representative capahilities, quality and efficiency.
Deficiencies in either of these areas would initiate a Performance
Improvement Plan. This is the item that is still in process. Each service
representative needs to go through the work simulation process for the types
of orders that their team process. Based upon that work simulation
Performance Improvement Plans should be initiated.

• Teams were initiated. ~anagers received training on the characteristics that
constitute a team vs. a group. Each Team is installing communication boards
which include the definition of the teams ohjectives with respect to quality
service and productivity. Each day the ::::un Leader, (the manager) posts the
actual performance for the previous day ,Uld has a brief team meeting.
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C. Quality, Service and Labor Utiliution

In Phase I, (Quick Results)
• The Hopper was developed, preliminar:; ;'Iork estimates were developed and

an approach to measure quality and ser, :ce was established.

Phase II. (Main Installation)
• The Hopper was installed and is being U~~ as a work simulation to evaluate

Service Representative performance (QL:::uity and Productivity) capabilities,
and as a supplement to the workload to enable the managers to meet
performance expectations.

• Work to Time Relationships (RE's) wer\,," established for each activity that the
LCSC currently performs.

• Quality measures were established to measure each Service Representative.
• Service me,asures were established.
• Productivity improved 74% since first t\\'1 weeks of Project, as measured in

LSRs processed per hour.
• \\'hen measured by sacs orders gene~!:d, the Productivity improvement

was 94%..

Phase III. (Adjust and Follow up)
• The progranuning for the First Time Quality (FTQ) reporting is complete.

R()n Moore \.\fill train managers this wel:l.:. and utilization by the managers is
scheduled next week.

• Processing duration time has been reduced from 56.9 hours in May to 31.5
hours the first two weeks of August. This represents a 45% reduction. (see
graph of LCSC Duration Time).

• The percentage of LSR's processed within ~8 hours improved 58%. [n May
the percentage was 50%, the first two we~ks of August the percentage is 79%.
(see graph ofLSR's FOC'D < 48 HOL1RS).

• Productivity has improved an addition~! 861"/0 since completion of Phase n.
Total productivity improvement is 160%. as measured in LSR's per hour. (see
three part graph LSR's Per Hour).

• Productivity improved 140% when me:lsured by SOC's orders per hour. (see
three part graph SOC'S Per Hour).
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IV Support Organization

A. Force Sizing I Forecast Feedback Loop

In Phase I, (Quick Results)
• An activity based force-sizing model was developed.

Phase II, (Main Installation)
• Defined and began tracking key forecast indicators by Resale, UNE and

Complex.
• Changes made to Order Tracking System to provide more definition to types

of LSRs being processed.

Phase III. (Adjust and Follow up)
• Developed Force Sizing model that incorporates performance to R.E.'s

(reasonable expectations).

B. Project Schedule

In Phase I. (Quick Results)
• Defined what a Project Schedule should be, developed format and defined

Key events.

Phase II. (~fain Installation)
• Project Schedule developed with appropriate level of detailed activities to

focus the actions of the support organization and bener insure they are
working on the appropriate items.

• Structured weekly staff meetings were installed with status reports. It also
gives them the ability to get assistance on items that may be in danger of
missing scheduled due dates.

Phase III. (Adjust and Follow up)
• Weekly staff meetings to assess project status have continued.
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C. Capabilities

In Phase I, (Quick Results)
• The Hopper concept was developed to en~ble artificial work to be input in

order to test capabilities.

Phase II, (Main Installation)
• • The Hopper was installed into the LCSC operations and has provided the

ability to not only tests the departmental theoretical capabilities but also the
individual Service Representative capabilities.

• Staffing and demonstrated performance placed the LCSe capabilities at 1590
LSRs per day considering training, vacations and absenteeism.

• LSR volume was at 742 per day (June Average), of which 10% were Hopper
orders.

Phase III, (Adjust and Follow up)
• Current demonstrated capabilities stand at 1625 LSR's per day considering

23% for training, vacations and absenteeism (see Capacity / Capabilities
Chart).

• LSR volume is 1195 per day the first two weeks of August. 17% of this
volume is Hopper orders. The LCSe should be capable of absorbing 42%
more volume with no impact on service or quality. The additional staffing of
50 service representatives would increase this capability to about 100%.

V. Training and Development

A. Selection & Screening Process

Phase I, (Quick Results)
• Definition of skill requirements was defined and appropriate testing

detennined and installed to screen for these entry-level skills.

Phase II, (Main [nstalladon)
• The expectations of a functional Service Representative were defined. A site

visit for all new LeSe candidates will include a review of perfonnance
expectations (Quality and Efficiency).

Phase III, (Adjust and Follow up)
• On site visits will be hosted by the ?erfonnance Manager, Judy Norris.
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B. Content of course material and testing

Phase I, (Quick Results)
• Developed comprehension tests to validate learning process and instituted

some changes in the delivery and content of course material.

Phase II, (Main Installation)
• Developed work simulation evaluation using the Hopper to appraise Service

Representative's capabilities (Quality and Efficiency).
• Created Modular Training agenda for Single Line Resale (DOE) that will

reduce training time from six weeks to two weeks. For a few who do not pass
the work simulation, there will be a follow up instruction for three days.

• All the modules have comprehension testing. The comprehension testing will
be administered prior to the training and after the module has been delivered.

• LEO training module developed and delivered to increase capacity of LeSe
to handle AT&T volume received through LEO.

Phase III, (Adjust and Follow up)
• Developed and delivered LENS training to 14 part time temps in Atlanta. This

approach to inputting LSR's to LEO that are received for manual processing
drastically reduces the training time to 8 hours and provides an excellent
reserve capability.

• Developed training modules for Resale
• Single Line DOE
• Single Line SONGS
• ~1ultiline DOE & SONGS
• Belinda Miller, (trainer) used the SONGS training materials in her

most recent training class.
• Training modules for Unbundled Network Elements and Complex Services

still require development.
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PO !l01 21Q8Q • Charleston. South Caroline 29413·1Qeq. 1-(800)·800-6030

Krista Tillman
Operations Vice President
BellSouth, lntercoMection Services
675 West Peachtree Street
Atlanta. GA 30375

September 15, 1997

Re: 8ellSouth Telecommunications, Inc. LeSe Project

Dear Ms. Tillman:

We concluded the project on August 1S, 1997. Through the joint efforts of
BellSouth and DeWolff, Boberg and Associates. objectives of the project were met and,
indeed, the expected results were ex.ceeded. Our objective was to assist your organization
in accelerating the Operational Readiness of the LeSe centers in Atlanta. Georgia and
Binningham. Alabama. During our Analysis in March, four deliverables were Identified
as key areas of development focus:

• Detailed process flows that arc validated, tested and measured.
• Improved training process that delivers qualified candidates.
• Define Key Performance Indicators.
• Enhance and instaH Management Operating System to effectively manage the

Key Performance Indicators.

With Eddie English, Senior D~tor, Bill Bolt, A VP, and their staffs, these
deliverables have been developed and installed. The centers are operational and ready to
handle yOW' customer's request for service. The result of the installations made were
measured and comparee to the analysis period. Tangible improvements have been
attained in Service. Productivity and Quality. For example the numbers ofLSRs
processed within forty-eight hours improved 79%, processing time was reduced by 45%.
and overall productivity increased 160%. Other measurements s~h as fllSt time quality
were installed and they will serve as benchmarks for a continued improvement process.

We have enjoyed wortcing with your organization in this successful project, and
we are ready to assist you with any other opportunities in the f.&ture.

Sinccre1y yOW'S, ~
De Iff. Bober d As iates. e<.. ___
ames lallu

Chief of erations


